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Virginia Commonwealth University
Mark A. Siders
Oregon Institute of Technology
Organizational leaders provide the primary impetus in defining, for-
ming and shaping corporate culture, and the ". . . only thing of real
importance that leaders do is to create and manage culture" (Schein,
1985, p. 2). Leadership literature emphasizes both (1) the leader's role
in 'articulating a vision' (Bennis 1983, 1996) and (2) the leader's pivotal
role in establishing culture by setting objectives and then removing hur-
dles by smoothing the path for attaining those objectives (House, 1971).
Schein's (1985) model of corporate culture transmission focuses on the
behaviors that corporate leaders employ to create, communicate, and
manage corporate culture. However, the model does not emphasize in-
terpretation and identification with leader behaviors in ways that would
cause members to embrace the leader's values and beliefs. Therefore
Schein's model raises theoretical questions about how leaders establish
and communicate to their organizations a set of shared values and be-
liefs: a vision of how the organization "ought to be."
More recently, Larwood et al. (1995) described vision as a multi-
faceted structure with prominent components of vision formulation, im-
plementation, and innovative realism. Improved focus over two decades
does not yet include understanding of employee interpretation, iden-
tification, and internalization of the leader's vision in ways that
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cause cultural change in an organization. Recent reviews, however, have
started considering the contextual aspects of organizational culture from
a leadership theory perspective (Denison, 1996; Sparrowe & Liden,
1997) but have yet to provide attention to leader behavior and its effects
in shaping culture. We recognize a need for an integrating model that
both explains the dynamic nature of organizational culture and accounts
for leader and employee roles in shaping culture.
The goal of this review is to extend understanding of (1) the role of
leaders in creating and communicating a vision, (2) employee involve-
ment in cultural change, and (3) the dynamics of 'organizing' culture.
We propose a model that accounts for: (1) the role of leadership in es-
tablishing and communicating a vision, (2) member interpretation and
identification with the vision, and (3) primary and secondary reinforce-
ment processes associated with cultural change. In the current popular
phase of organizational restructuring activities, recognizing the impor-
tance of managing cultural change may provide the difference between
success and failure. Inadequate attention to managing culture changes
during organizational downsizing may adversely affect employee mo-
rale, performance levels, and motivation. Downsizing creates a 'punctu-
ated equilibrium' phase (Tushman & Romanelli, 1985) that may require
a complete revamping of existing culture. The proposed model offers sig-
nificance in the present business environment by integrating past litera-
ture and allowing for a dynamic view of culture and the role of leaders
in shaping it.
LITERATURE REVIEW
Exploring the leader's role in creating and communicating corporate
culture requires a review of several interrelated topics. We first review
common elements for denning corporate culture. Next, we look at the
contribution of culture to organizational success from quantitative and
qualitative perspectives. Third, we discuss the leader's role, extending
Schein's leader behavior model to illustrate (1) primary leader behaviors
involved in the transmission of culture in organizations, and (2) second-
ary mechanisms that reinforce the behaviors necessary for cultural
change. Fourth, we use the model to review the dynamics and transmis-
sion of organizational culture.
Common Elements of Culture
Organizational culture represents a set of broad, tacitly understood
rules which tell employees what to do under unanticipated work situa-
tions (Camerer & Vepsalainen, 1988). Organizational culture generally
includes: (1) a philosophy that exemplifies an organization's orientation
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toward its customers and employees (Ouchi, 1981; Pascale and Athos,
1981), and (2) rules, both written and unwritten, which dictate how a
member of the organization should act to 'get along1 (Ritti and Funk-
houser, 1982).
Culture affects members of an organization by influencing behavior
and performance outcomes, including economic efficiency (Camerer and
Vepsalainen, 1988). Culture also can affect an organization's external
environment. For example, dominant values in an organization such
as 'product quality1 and 'price leadership' influence customer behavior
(Deal and Kennedy, 1982). The 'feeling' or 'climate' conveyed by physical
layout and interaction between members and customers provides an-
other link to the external environment (Denison, 1996; Tagiuri & Lit-
win, 1968).
Some researchers refer to culture as actively learned and directed
at new members of an organization through contacts with existing mem-
bers and the organization itself (Morrison, 1993; Schein, 1985). The so-
cialization process, particularly for new members, adds to the strength
of a culture by suggesting what values, beliefs, and behaviors best fit
within the organization (Allen and Meyer, 1990; Schein, 1988). Schein
(1985, p. 9) provided a comprehensive and well-accepted definition of
corporate culture as "a pattern of basic assumptions—invented, discov-
ered, or developed by a given group as it learns to cope with its problems
of external adaptation and internal integration—that has worked well
enough to be considered valid and, therefore, to be taught to new mem-
bers as the correct way to perceive, think, and feel in relation to those
problems."
Contribution of Corporate Culture to Organizational Success
We see corporate culture as an integral organizational influence on
member behavior. Ouchi and Wilkins (1985, p. 462) wrote that ". . . the
contemporary student of organizational culture often takes the organi-
zation not as a natural solution to deep and universal forces but rather
as a rational instrument designed by top management to shape the be-
havior of employees in purposive ways." Positive outcomes of culture
include: (1) influence on behavior congruent with organizational goals
(Kilman, 1985), (2) cohesion, improved communication, and the permea-
tion of the spirit, if not the letter, of organization's rules throughout the
membership (Gagliardi, 1986), (3) an increase in profits as employees
and managers share the same set of values, beliefs, and norms (Camerer
& Vepsalainen, 1988; Denison, 1984), (4) reduced employee turnover
(Sheridan, 1992), and (5) increased self-esteem (Dutton, Dukerich &
Harquail, 1994). Negative outcomes include: (1) behavioral norms that
may work against organizational goals (Kilman, 1985), (2) groupthink
(Janis, 1972), (3) resistance to change (Brooks & Bate, 1994; King &
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Wood, 1989), (4) communication barriers (Caudron, 1994), and (5) esca-
lating commitment to a lost cause (Devaney, 1991).
Pfeffer (1981) explained that strong cultures may not necessarily
produce or reflect a consensus of values, but may concern the means and
technology to achieve goals. Perception and understanding may be less a
cause than a consequence of behavior and outcomes. Attempts to estab-
lish a causal link between corporate culture and organizational perfor-
mance have yielded unclear outcomes and results (Pennings & Gresov,
1986; Lim, 1995; Arogyaswamy & Byles, 1987). Culture does suggest
associations between tangible aspects of corporate strategy—like down-
sizing—and less tangible aspects of organization behavior—like job in-
security and survivor motivation. Such links may occur when shared
values permeate the organization and directly influence both formation
and execution of a strategic plan (Whipp, Rosenfeld, & Pettigrew, 1989).
Culture appears to offer a mechanism for influencing the behavior of
organizational members toward common goals. Large potential organi-
zational benefits provide the impetus to study the processes of cultural
transference within organizations.
Leader Behaviors Used to Communicate Culture
Schein (1985) described five primary behaviors that leaders exhibit,
consciously or unconsciously, in their attempts to shape organizational
culture:
1. What leaders pay attention to, measure, and control—systematic
and consistent attention to details, performance measures, and
control mechanisms congruent to organizational goals
2. Leader reactions to critical incidents and organizational crises—
the emotionally charged atmosphere surrounding a crisis pro-
vides members of an organization an opportunity to observe
leader reactions and behaviors and increases member learning
intensity
3. Deliberate role modeling, teaching, and coaching—the visible,
overt behavior of a leader provides greater clarity and under-
standing of beliefs and values to observing members. (Wilson &
Elman, 1990)
4. Criteria for rewards and status allocation—synchronizing re-
ward systems and status allocation, to members whose behaviors
represent espoused values, maximize the impact of culture de-
rived from the leader's vision (Hawk, 1995, Kerr, 1995)
5. Criteria for recruitment, selection, promotion, retirement and ex-
communication—Culture perpetuates itself through the selection
of people whose values best fit with organizational values.
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Leader behaviors which establish these criteria also provide an ef-
fective way of communicating and reinforcing norms and values in a
work group, beginning with the initial selection process (Cohan, 1993;
Deland, 1983). Relatedly, the termination (or excommunication) of those
not sharing the desired values sends a strong message throughout the
organization.
Leader behaviors interact with what Schein terms 'secondary rein-
forcement mechanisms': (1) the organization's design and structure, (2)
organizational systems and procedures, (3) design of physical space, fa-
cades, and buildings, (4) stories, legends, myths, and parables about im-
portant events and people, and (5) formal statements of organizational
philosophy, creeds, and charters. These secondary reinforcement mecha-
nisms provide another way for leaders to influence and shape organiza-
tional culture.
Creating the Cultural Vision of an Organization
An integral part of organizational leadership includes framing and
expressing an organizational vision. This vision setting process helps
distinguish between leadership and management. While leaders engage
in vision setting, horizon judgments, and cultural management, man-
agers concern themselves with efficiency and applied decisions (Bennis,
1989) in the context of existing visions. Hunt (1991) emphasized vision
as a form of leadership in which a visionary leader alters organizational
culture by inducing members to understand, accept, and execute the
leader's plans. Robbins and Duncan (1988) stressed that in strategy im-
plementation and change, vision provides a framework and direction for
change. We see 'vision' as an articulated map the organizational leader
provides to help members adapt and change their behaviors. A vision is
a map because a 'plan' is too concrete. For example, note the value of
Martin Luther King's phrase "I have a dream" compared to the mun-
dane phrase " I have a scheme." The "vision" elevates and does not catch
itself in the mundane carrying-out details. So, by being less, the vision
offers more. A manager, not necessarily a leader, will make plans to
enact the vision, with guidance from and reference to the leader. We are
concerned with the ways a leader might provide that guidance.
Larwood et al. (1995), based on their study of about 300 CEOs, de-
scribed vision with a multifaceted structure, including factors for vision
formulation, implementation, and innovative realism. Vision formula-
tion addresses far-reaching strategic variables of importance to the or-
ganization. Implementation includes the ability and willingness of a
CEO to share and communicate the elements of the vision. Innovative
realism includes flexibility, integration with visions of others, and tac-
tics that combine a group of near-term maxims and styles. Larwood's
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work, though preliminary, helps clarify the importance of the compo-
nents of a leader's vision.
Organizational leaders may need to consider vision as perform-
ing the strategic function of linking an organization to its environment
while ensuring compatibility with the organization's tradition and his-
tory. This task requires emphasis on detail and scope while providing for
the needs of stakeholders (Fairholm, 1994). We recognize the leader's
pivotal role in creating, articulating, sharing, and inducing members to
commit to his or her vision. In one view, seeking and obtaining mem-
ber commitment to vision is the primary task of leadership (Fairholm,
1994). Following acceptance, the vision becomes a set of standards guid-
ing present and future action. The cultural vision becomes an integrat-
ing mechanism allowing followers to understand and take joint owner-
ship of the organization's commitment to the future. The vision provides
and sets the boundaries of possible actions of an organization's members
(Fairholm, 1991).
By shaping culture, a leader creates a repository of values, sets a
strategic view of the future, and offers measures of interim activity. In-
fluence on corporate culture depends on a leader's ability to assemble a
variety of information and to form a coherent, picture of the present and
future of the organization (Robbins & Duncan, 1988). Successful cul-
tural transmission makes values the driving forces moving both leader
and members toward the same future, employing the same methods and
measures of success along the way (Fairholm, 1994).
Cultural Dynamics and Transmission
Schein's (1985) model of culture proposed three simultaneous levels:
artifacts, values, and basic assumptions. Assumptions represent as-
sumed beliefs about reality and human nature. Values concern social
principles, philosophies, goals and standards of an intrinsic nature. Art-
ifacts show the visible and tangible results of activities grounded in
values and assumptions. Schein claimed that a founder's beliefs and
values get taught to new members and, if validated by organizational
success, become assumptions (Schein, 1983, 1985, 1991). Schein focused
on the interpretation of basic assumptions and their impact on artifacts
and values. Yet his model does not provide an understanding of the dy-
namics of culture, or the interaction and interplay between assump-
tions, values, and artifacts (Hatch, 1993).
The concept of cultural dynamics (Hatch, 1993) applies to the im-
portant issues of origins and evolution of cultures, enculturation pro-
cesses, and the problem of change versus stability (e.g., through dif-
fusion, innovation, cultural conservatism, and resistance to change).
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Hatch's model (Figure 1) attempts to explain both stability and change
as outcomes of the same processes.
Schein's model explains a culture change sequence—leader beliefs,
upon organizational success, transformed into member assumptions.
Hatch's model adds a process-based view of organizational culture, in-
terlinking the processes of assumptions, values, artifacts, and symbols.
Schein (1985) argued that human beings infer assumptions from their
known values. Hatch (1993) complemented Schein's argument, recogniz-
ing that assumptions can reconstitute and reconstruct culture, making
manifest a dyadic process between assumptions and values. Realization
is the process of making values real by transforming expectations into
social or material reality and by maintaining or altering existing values
through production of artifacts (Hatch, p. 666). Symbolization involves a
cognitive association with some wider, more abstract concept or mean-
ing. Gioia (1986) provided a list of organizational symbols that, among
others, included: logo, visual images, actions and nonactions. Interpreta-
tion reconstructs symbols and revises basic assumptions in terms of
both current experience and pre-established cultural assumptions.
Members of an organization internalize the culture and its inherent
values through their collective experiences of success in using learned
skills and proscribed techniques. Previous beliefs evolve into those of
the dominant or proposed culture. Observable behavior reflects norms
which affect corporate culture (Homans, 1950) as do the observable lan-
guage, rites, and rituals (Goffman, 1967; Van Maanen, 1979). Over time,
successful experiences lead members to accept and internalize beliefs
and values they base on the leader's vision. The process of rational ac-
ceptance of beliefs, based on their own merits, creates emotional identi-
Figure 1
Cultural Dynamics Model (from Hatch 1993)
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fication with the values of the organization (Gagliardi, 1986). Where
ambiguity makes monitoring of performance difficult, leaders can estab-
lish values that replace the need for close monitoring. The process of
embracing the leader's values can socialize employees into believing
that their personal objectives coincide with those of the group and the
organization (Wilkins and Ouchi, 1983). Trice and Beyer (1985) proposed
that members of an organization react to rites and rituals in ways that
reinforce an organization's culture. These rites and rituals help people
to maintain some sense of stability in the midst of change, and help
organizational leaders provide reinforcement.
A leader's vision provides organizational direction by framing goals,
policies, and strategies. Interpretation and acceptance of a leader's be-
haviors generate commitment to the same set of organizational objec-
tives and functional values useful in conducting the day-to-day oper-
ations of the organization. The leader's values, internalized by group
members, act as a sort of directional compass. 'Wrong' values suggest
the wrong direction, and prevent members of an organization from get-
ting where they want to go, or equivalently where the leader wants
them to go (Wiener, 1988). The culture perpetuated by an organization,
based on observations of a leaders' behavior, provides mechanisms for
cohesive and self-regulating organizational work. This integration of
values, norms and understandings aids avoidance of the fragmentation,
conflict, and tension associated with organizational life (Martin and
Meyerson, 1988; Ray, 1986).
Bennis (1983) suggested that translating a leader's vision—an in-
tention—into reality, requires a convincing expression which attracts
and motivates members who require both compelling and appealing tac-
tics. Effective use of language will transmit information that reduces
uncertainty and confirms subordinate beliefs that their views of the
world are realistic (Sullivan, 1988). The communication process helps
build creative, long-term problem-solving linkages from the present to
the future, to transform the organization's culture in ways that pos-
itively affect future productivity and effectiveness (Bennis and Nanus,
1985; Sashkin, 1986).
Button, Dukerich, and Harquail (1994) explained that images of
members' work organizations shape the strength of member identifica-
tion with an organization. They proposed that strength of member iden-
tification with an organization influences member self-esteem and
patterns of social interaction. Culture can then provide the basis for or-
ganizational actions and interactions. When communicated frequently
and consistently, a leader's values and beliefs become an internal con-
tract with members to encourage trust, commitment, and innovative ef-
fort toward organizational objectives.
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LEADER ROLES IN CORPORATE CULTURE:
TOWARD AN INTEGRATIVE MODEL
Literature emphasizes the role a leader can play in setting and
shaping organizational culture. However, classification of the process
and role of leaders in shaping seems to require four elements: (1) leader
articulation of an organizational vision, (2) intervening dynamic pro-
cesses of cultural change, (3) leader behavior which sets the pace and
nature of change, and (4) resulting member behavior. Leaders do not act
as instruments of cultural change only once; they cyclically balance re-
sulting changes in member behavior.
We propose a conceptual model (Figure 2) to synthesize literature
on the creation and transmission of culture in organizations. Our model
incorporates the leader as central figure in creating and communicating
culture and includes Hatch's (1993) cultural dynamics model. Our itera-
tive model of leader communication of culture, viewed as a conceptual
framework, provides a visual representation of the process of cultural
change within organizations.
The Leader's Vision
The model begins with the visioning process wherein a leader estab-
lishes the boundaries and objectives of culture for an organization. The
Figure 2
An Integrating Model of Leader Role in Cultural Change
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leader's selection of core beliefs, values, and standards of behavior pro-
vide focus for organizational vision. Several critical components in-
fluence a leader's vision. The age of the organization, its history and
development, and the degree of centralization of members require con-
sideration. Further, the organization's objectives, the larger community
environment, the economy, competition, technology, and physical loca-
tion all affect a leader's vision development (Fairholm, 1994). Here we
recall Larwood et al.'s (1995) three factors of the envisioning process: (1)
formulation, (2) implementation, and (3) innovative realism. Vision for-
mulation descriptors included: (1) long-term, (2) purposeful, (3) product
leadership, (4) strategic, (5) planned, and (6) formalized. We see 'vision'
as providing strategic direction to an organization. Implementation de-
scriptors included (1) well communicated, (2) understood, (3) widely ac-
cepted, and (4) difficult to describe. Implementation describes the pro-
cess of communicating a vision rather than 'implementing1 through
other leader behaviors. In essence, a leader 'formulates' a vision and
'implements' it by sharing and communicating the vision and its content
with organizational members. We shall discuss innovative realism in a
subsequent section. A leader may enact a vision during a period of
'punctuated equilibrium' (a period of high turbulence) to set a new orga-
nizational agenda (Tushman and Romanelli, 1985) and raise questions
about existing assumptions and values.
Challenging Assumptions and Establishing New Values. The 'formulated'
and 'implemented' vision may challenge existing assumptions and values.
Core values develop as a result of careful examination of the current
organizational culture, a process by which a leader integrates both
internal and external cultural factors affecting the organization (Pas-
cerella, 1984). Leader vision may reflect on the organization's history
and future (Bennis and Nanus, 1985). 'Assumptions' manifest as 'Values'
of leader and organizational members, contributing to the constitution
of organizational culture by translating intangible assumptions into
behaviors that indicate recognizable values. This constitution occurs
through the advantage that manifestation gives to certain ways of see-
ing, feeling, and knowing within the organization (Hatch, 1993). The
new set of values may draw from prior core assumptions while including
new assumptions that set a boundary for acceptable member behavior
within the context of the leader's vision.
Primary Leader's Behaviors
A leader becomes the instrument of culture transmission at the
time crystallization of the vision occurs, using a wide range of behav-
ioral and organizational methods to achieve the goal of successful inte-
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gration of the vision with the needs and goals of members. Five of these
primary leader behaviors are:
1) attention pattern of leader (pay attention—to what and how)
2) reactions to critical incidents
3) role modeling
4) allocation of rewards and status
5) process and bases for new hires and promotions.
These behaviors assume no necessary order of importance, and they
may influence organization members either independently or in combi-
nation. Member internalization of a leader's beliefs and values requires
integration of the organization's values with the values of members. Vis-
ible, overt leader behavior and subsequent member interpretation and
response facilitate acceptance of the proposed values, beliefs, and stan-
dards of behavior.
Secondary Reinforcement Mechanisms
A leader controls both primary leader behaviors and secondary rein-
forcement mechanisms. Secondary mechanisms, as part of the existing
organizational processes, pose obstacles to change. Primary leader be-
haviors may encounter restrictions in existing organizational charac-
teristics like structure and history. Different levels of congruency be-
tween existing structure and the proposed culture change may help or
hinder the leader's attempt to embed a new set of values (Wilson, 1992).
Similarly, physical design of workplace limits a leader's desire to en-
courage free flow of information between work groups (Steele, 1973; Or-
stein, 1989).
Organization vision and strategic direction manifest values that re-
flect a leader's basic assumptions. Members realize these values in the
creation of artifacts: rites, rituals, organizational stories, humor,
and physical objects. Members then associate artifacts with a leader's
broader meaning or vision (symbolization). The symbolization process
either meshes with past cultural assumptions or challenges existing as-
sumptions. Organizational success transforms symbols into basic as-
sumptions as members interpret symbols as images representing leader
and organizational success.
Member Identification and Interpretation
This model illustrates cognitive processes of members as they inter-
pret and react to leader behaviors and secondary reinforcement mecha-
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nisms. Members evaluate the antecedents to this stage, comparing a
leader's values and beliefs espoused in the vision against their own in-
ternal values and beliefs. A disposition to commit to the leader's vision
of culture occurs when the leader's vision, the behaviors used to impart
the vision, and the existing structure of the organization converge with
the member's rationalization of the acceptance of the vision. In the case
of commitment, the leader attributes success to the behaviors chosen
and continues using the techniques and behaviors judged effective in
successful cultural transmission. Leader behaviors, over time, reinforce
a psychological 'contract' with employees or members (Morrison & Rob-
inson, 1997). Members, once committed to the new vision, may require
changes in structure, policy, or physical space to accommodate a new
set of behaviors consistent with the new vision. Member commitment
strengthens new assumptions and values as the leader continues with
his set of behaviors in culture transmission.
When members reject the vision, a leader faces a set of choices de-
pending, in a large part, on the leader's beliefs about why members re-
jected the vision. The leader's behavior may have clashed with the mem-
bers' desired values and caused confusion among members about leader
intent. Some leader behaviors provide a higher or lower level of influ-
ence among the different members of the organization. Secondary rein-
forcement mechanisms (artifacts and symbols) may restrict member ac-
tions requiring them to espouse the leader's vision. These leader actions
may result from unsuccessful cultural transmission:
1. Use a different set of behaviors to communicate the desired cul-
ture
2. Adjust the vision of culture to fit the reality of the environment
3. Take action to change one or more of the secondary reinforce-
ment mechanisms and provide a better environment for cultural
transmission.
One, or a combination, of the reactions will increase the likeli-
hood of subordinate commitment. To explain possible leader reactions to
member rejection of vision, we revert to the third factor in Larwood et
al's. (1995) study: innovative realism. Innovative realism includes vision
descriptors such as (1) strategic, (2) flexible, (3) changing, (4) directs
effort, (5) integrated with visions of others, (6) inspirational, and (7) tac-
tical. A leader tries accommodating member visions, adapts strategic
focus, redirects efforts, and seeks to provide an inspirational message to
increase member commitment. Leaders face a difficult task trying to
'balance' the importance of vision and level of commitment to that vision
while accommodating to achieve member commitment.
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IMPLICATIONS
A leader's responsibility lies in communicating the desired culture
clearly to members. Members of top management function as agents in
transmitting and inculcating subordinates with the vision and values.
The socialization process within the organization creates an environ-
ment conducive to the transfer of new values, beliefs, and standards of
behavior.
Our model raises an important question: What subordinate behav-
iors show successful transmission of the desired culture? Communica-
tion of the leader's vision of culture succeeds when the members of the
organization, of their own volition, teach it to others (Schein, 1985).
Members instilling the new set of values in new members accompany a
successful cultural change. We stress the role of leader in setting and
shaping vision in a dynamic manner that accounts for member identi-
fication with the vision. Leader behavior acts as a primary mechanism
to gain member commitment. Leader behavior diverging from espoused
assumptions and values of the vision may produce member disorienta-
tion and ultimate rejection of the vision. Consistent and systematic
leader behavior (primary mechanism) creates artifacts and symbols that
combine with existing organizational characteristics (structure, reward
systems, and socialization processes) to reinforce the new culture. An
incongruent secondary reinforcement mechanism raises the probability
that members will reject the new vision.
CONCLUSION
A leader creates the vision for the culture of an organization. That
vision serves no purpose if not embraced, internalized, and expressed by
the members. To succeed in the communication and transfer of culture,
leaders continually reinforce the key components of the desired culture
by their behaviors and by how they structure the organization. The
members of the organization react to the messages sent by the leader
both in what the leader does and in how the leader provides organiza-
tional support to complement the vision of culture. The leader's faithful-
ness to the core values and beliefs that make up the desired culture of
the organization elevates the group's trust in the leader, the organiza-
tion, and the leader's vision of culture.
Fairholm (1994) suggested that successfully communicating the cor-
porate culture unleashes the discretionary power of the members of the
group. The common culture commits the leaders and followers to a com-
mon future, but leaves the followers free to decide how goals and objec-
tives of the organization will be realized. The communication of culture
557
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succeeds when the leader's values, beliefs, and standards of behavior
appear in the entire fabric of the organization and to the extent that
followers teach the culture to others.
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